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THE DEVELOPMENT OF A CONCEPTUAL META-LEADER DEVELOPMENT 
MODEL 
ABSTRACT 
Organisations strive to satisfy their need for effective leaders. Their efforts are focused 
on improved leader performance, aligned with what the organisation wants to achieve 
and their sustainability depends on the selection and development of their leaders. 
Large amounts of money is spend on leader development, however, most leader 
development programs fail to deliver and the reasons are that the focus of leader 
development is wrong because the focus is on the enhancement and introduction of 
skills, competencies and techniques.  This paper, reports on the findings of a larger 
study.  Two competency models and Bersin’s Leadership Maturity Developmental 
Model are used as parent theories to derive to a new conceptual Meta-Leadership 
Development Model relevant and applicable to a specific organisational context. Four 
core constructs emerged, character; caring; competence; and commitment. These 
constructs were operationalised and are presented in a holistic Meta-Leader 
Development Model. It formed the first phase of a larger study and it is argued, that it 
has the potential to create greater leader commitment with increased performance 
results that are measurable for the leader, the team and the organisation.   
Key words: leader development; organisational context; performance; commitment; 
caring; character; competence. 
INTRODUCTION  
In current changing business environments, leaders continue to face complex issues 
and are surrounded by several leadership challenges. Leaders in organisations are 
continuously facing challenges and organisations are moving away from control and 
more towards leadership, at an accelerated pace. Typical leadership challenges listed 
are generational leadership (managing an older workforce); digital generation 
sustainability (protecting today’s environment and addressing consumers’ needs); 
virtual leadership (leading an internet-based environment); the developing world 
(responding timeously to a changing economy); diversity (leading a workforce 
comprising ethnic minorities and mature workers) and; globalisation through managing 
an extended workforce (Damon 2007). 
 
Organisations have an unwritten rule according to which change needs to be pursued 
and embraced. Peak (1996) states that 84% of companies in America are in the 
process of applying at least one change initiative, while 46% indicated that they are 
busy executing three or more change initiatives. This tendency is not only typical of 
American companies but rather a world-wide phenomenon (Achua & Lussier, 2010). 
Survival and growth are core elements for organisations therefor their rate of learning 
(Garrat, 2003) has to be equal or greater than the rate of expected change in their 
environment.   
 
The authors of this paper consent with Shokane, Slabbert and Stanz (2004) that 
leadership is an activity of influencing individuals and team members to strive willingly 
to achieve organisation goals. It is a process of giving meaning to the activities people 
perform, support them; provide guidance and direction; and a process of articulating 
a vision that entails the right values and attitudes. Organisations striving to be world-
class depend on the availability of effective leadership practices (Shokane, Stanz & 
Slabbert, 2004). Therefore, leadership in the context of this paper is defined as the 
motivation, influencing, supporting and facilitating of employees to strive for 
organisational goals through support of each other as one entity. The objective of this 
study was to explore the characteristics of professional leadership and to develop an 
encompassing conceptual Meta-Leader Development Model (MLDM) that will be 
relevant and applicable to the specific organisational context. 
 
THE IMPORTANCE OF COMPETENCIES 
 
A widely accepted definition of a competency model (Boyatzis, 2007 & McLagan, 
1996) is that it comprises of a set of desired competencies such as skills, knowledge, 
attitudes, underlying characteristics or behaviour that differentiates effective 
performers from ineffective ones. What makes this relevant is the understanding that 
there is a strong link between competencies and performance. In a study done by 
Mollo, Stanz and Groenewalt (2005) the importance of acquiring key leadership 
competencies was expressed. These proposed desired key leadership competencies 
are depicted in Table 1. 
Table 1 
Desired Key Leadership Competencies 
Competency Description 
 Communication Leadership should clearly define expectations for employees. 
Focus Leadership should be comfortable with issues of power and conflict and be at 
ease in assuming accountability 
Production Leadership should be clear about what they expect in terms of levels of 
performance. 
People Concern for production and performance should be balanced with empathy and 
authentic concern for employee growth and development. 
Control Leadership should have systems in place that allow them periodic and 
consistent review and monitoring of employee performance. 
Feedback Leadership should provide regular, ongoing, and spontaneous feedback 
concerning positive and negative aspects of employee performance. 
Source: Mollo, Stanz and Groenwalt (2005) 
 
In the context of a large mining group in South Africa, the concept of learning and 
developing of leader’s competencies was embraced. Kouzes and Posner (2007) 
describe this type of leadership behaviour as exemplary leadership.  The mining group 
on which this study was based identified competencies that they wanted to see in their 
leaders. These competencies were expressed as enhanced company competencies 
to effectively meet immediate and future challenges faced by the mining group and 
warrant an investment in leadership development and people for greater 
organisational success. These desired competencies were added to Mollo et al. (2005) 
listed competencies and were then ranked by the mining group in order of importance 
as per Table 2 below.   
 
Table 2 




Ability to deal with daily environmental demands and pressures; 
includes intrapersonal and interpersonal relationships, stress 
management and adaptability 
 
In establishing the parameters of the MLDM the Chief Executive Officer (CEO) of the 
mentioned mining company disclosed that leadership effectiveness should further be 
measured against the following criteria: 
Safety - Not only does the loss of life have a severe impact on the mind-set of each 
miner, but it also has a huge financial implication in terms of direct costs in terms of 
closing the shaft, miners’ mourning period and the fact that no mining takes place until 
the formal investigation is finalised and the report submitted. In this context, it would 
be very important to instil a greater caring aspect between the workers in order that 
they would take ownership not only of the mining of gold, but more specifically of each 
other’s safety. This called for a leadership slant that would embrace a greater 
interpersonal responsibility and caring. If this could be attained, it could have an impact 
on relationships as well as the bottom line, which is very critical.  
Leadership                To influence and direct the behaviour of others in a certain direction in order to motivate and help (coach/mentor) others 
Analytical                   Dissecting and understanding complex, multifaceted problems, identifying relevant information and getting to the source of the issue 
Communication        Keeping subordinates and superiors informed about decisions, events and developments that affect them 
Facilitate teamwork   Promote teamwork, cooperation and identification with the work group 
Strategic planning     Establish a long-range direction for the organisation or unit 
Motivate others          Show enthusiasm and provide encouragement, recognition and constructive criticism and coach subordinates 
Training and 
development    
Develop and foster the learning and development of others. Provide 
training opportunities, encourage development and assign duties that 
challenge people’s abilities 
Positive attitude   
     
A state of mind revealed by behaviour. It is giving that something extra 
willingly, although not required, that influences the way followers think 
and feel 
Vision              
    
A sense of personal purpose and company direction, as well as 




             
Ensure individual and team effort, support the organisational objectives 
and realise key stakeholder expectations and wealth creation in all the 
identified value drivers of the organisation 
 
Production - The common used concepts are, “grams per ton” and “grams per man” 
which in the first instance means the number of grams of gold that is mined for each 
ton of ore; and in the second instance, the number of grams of gold that is mined by 
each man. As soon as these figures would drop, leadership effectiveness would be 
questioned. This would have a great impact on moral and discipline in the mining 
context. Leadership would become much more result-driven and the caring element 
would immediately lag behind. 
Costing - The mining world is known for high costing; in the context of the mining 
group in the study, it is even more relevant. The quality of ore that is mined is not of 
the highest grade, that is, at dispense of immediate completion. The implication is that 
to mine a gram of gold in the studied group is much more expensive than in some of 
the other mining houses. The way in which to keep the mine profitable is by managing 
costing to the extreme. If this area is not managed, the profitability comes under 
scrutiny and leadership is again the immediate target.  
 
With this criterion in mind, the stakes for the leadership has just risen. In this context, 
the Executive Leadership Team made a decision to pursue the option of investing into 
the development of their leadership community. A process was identified and they 
embarked on the journey of leadership development. 
 
PROBLEM STATEMENT AND NEED FOR THE STUDY 
 
In the organisational landscape, the challenge is the constantly changing environment 
in which the leader performs the leadership function. With the changing environment 
comes the changing of parameters of success. Vakola and Nicolaou (2005) refers to 
the challenge of uncertainty placed on leadership with recurring change in achieving 
the necessary success. Collins (2001) suggests that organisations must ensure they 
attract the right people and with them figure out a path to prominence. The 
identification of the correct leaders is quite a daunting task but, even more so, is the 
development of those leaders from the point of good to the point of great. 
 
A need therefore does exist for the conceptualisation and verification of an integrated, 
comprehensive and thoroughly researched MLDM that is valid in the context of an 
ever-changing environment and an ever-growing need for leadership, and that can 
make a difference. This MLDM needs to be theoretically well grounded with the 
purpose to create a unique, conceptual MLDM by way of the synthesis of existing 
literature and it formed an important foundation for this study.  
 
The priority was also to establish new insights into the phenomenon of leadership 
development and the potential it has to inspire further research (Pedro, 2010; Walker 
& Avant, 2005). 
Underlying assumptions of this study 
 every human being is born with the potential to be a leader 
 an individual is a holistic being and should be developed in accordance  
 people have become disconnected and hence live from an ego perspective that 
is mostly the driving force of current leadership 
 an individual has the inherent ability to learn, change and adapt to current reality. 
 
RESEARCH METHOD   
This study was based on a qualitative approach. It was explorative, descriptive and 
contextual with the aim to generate theory relevant to the body of knowledge of   
leadership development.  All science and research aim to generate theory (Chinn & 
Kramer, 2011). The researchers used a contextual and theory-generating research 
design to attain the mentioned objectives. The model development was based on 
phases. 
 
Phase ONE of this study explored current theory with a focus on the identification, 
development and interpretation of concepts. These concepts were used to construct 
the conceptual MLDM as a product of the research process (Mouton, 2011). This 
conceptual MLDM (Phase ONE) was evaluated by a panel of peers (the focus of this 
paper) before it was submitted for final approval to the executive team of the mining 
house (Phase TWO) and was finally assessed (Phase THREE) over a period of three 
years by means of 12 modules per three months to different cohorts on executive, 
senior and middle leaders respectively. 
Borrowing and deriving theory on an interdisciplinary basis are a practice in generative 
theory. In the context of the current study, it was important that the development of the 
theory served the purpose of leadership development as a field of study. Theory 
generation served as the basis of the MLDM.  
THEORETICAL THEORY GENERATION 
The steps included in this phase were:  i) Identification of the central concepts in the 
model and ii) Analysis, defining and classification of concepts; iii) The presentation of 
the MLDM and the implementation thereof in a specific mining context. These steps 
will be discussed next. 
Step one: Identification of the Central Concepts in the MLDM 
Analogy or metaphor was employed in the derivation when transposing and redefining 
concepts, statements or theory from one context to another (Walker & Avant, 2005). 
Derivation strategy required that certain steps be adhered to. This may or may not 
have occur on a sequential basis (Walker & Avant, 2005). In the context of this study 
theory generation served the purpose of the process by means of which central 
concepts were derived from parent theories. These theories are trend-setting in 
leadership development and formed the basis from which Phase ONE was deployed. 
Borrowing and deriving theory on an interdisciplinary basis is a practice frequently 
used in the generation of theory (Walker & Avant, 2005).  
 
Step ii: Analysis, Defining, Classification and Relationships of Concepts 
The analysis of concepts can best be described as the defining and classification of 
the initial concepts. Chinn and Kramer (1995) describe concept analysis as creating 
conceptual meaning by way of identifying, defining and classifying central concepts. 
During the process of defining the concepts, the researcher used sources of evidence 
for generating and refining criteria that included indicators for concepts. Sources of 
evidence included dictionary definitions and subject definitions of the central concepts. 
From the above sources of evidence, the criteria for the central concepts were 
formulated, and the essential concepts and related concepts that form part of the 
central concepts were identified.  
 
To give further meaning to and aid the understanding of the central concepts, the 
researcher constructed a model case of a leader experiencing the central concepts. 
All the essential and related concepts that formed part of the definition of the central 
concepts were reflected in the model case. The classification of the concepts were the 
last part in the analysis of the concepts. The researchers used the Dickoff, James and 
Wiedenbach’s (1968) survey list that identifies the concepts below.   
 
 Context: Leadership in the mining context with a specific focus on middle 
management leaders 
 Agent: Facilitators 
 Intervention: The facilitated process in developing professional middle 
management leaders. Demonstrated by character, caring, competence and 
commitment  within the mining context 
 Dynamics: Need for professional Leadership Development 
 Receiver: Middle Management Leaders 
 Outcome: Professional Competent Middle Management Leaders in mining 
context. 
These concepts stood central to the development of the MLDM and the logical flow 
within it.  
 
A relationship has been designed to introduce new concepts to the MLDM and 
although the MLDM was designed to propose and create empiric relationships, it also 
contains concepts and relationships that integrate ethical aesthetic and personal 
knowledge (Chinn & Kramer, 2011). In this study the researchers focused on the 
description of the interrelations among and between selected concepts. The 
relationship statements, as a whole, provided substance to the form of the MLDM 
(Chinn & Kramer, 2011) as it described, explained and/or predicted the nature of 
interactions among and between the concepts of the MLDM. 
 
Describing the MLDM in Relation to Structures and Process 
 
The descriptive components of the model were evaluated as suggested by Chinn and 
Kramer (2011). Eight peers were invited to attend a session. The prosed MLDM were 
presented to them along with six question. Their comments were noted and 
documented and were taken into consideration to derive to the final MLDM. Each 
question related to a specific component. Presenting the questions to peers assisted 
the researcher to be clear about the understanding and requirement of each 
component. 
 
 The purpose of the proposed model should be clear. 
What do you perceive the purpose of the model to be? 
 Identify concepts that should form part of the structure of the model in expressed 
language. 
What do you identify as core concepts making up the structure of the MLDM? 
 Definitions of identified concepts should be present in proposed model. 
To what extent do you think the concepts are clearly defined and present in 
the MLDM? 
 Concepts should be structured into a systematic form that link each concept with 
each other to serve as evidence of the relationship amongst/between concepts in 
the MLDM. 
How would you describe the nature of the relationships amongst the concepts 
within the MLDM? 
 The MLDM must be constructed in such a way that reasoning can be followed and 
the relationships amongst/between the concepts will form a whole whereby the 
ideas of the model are interconnect. 
What is the structure of the MLDM displayed by the interconnectedness of the 
concepts? 
 Assumptions should be present as part of the proposed model to represent the 
accepted underlying truths that determine all the above and are fundamental to 
theoretic reasoning. 
What are the assumptions that represents the underlying truths of the MLDM?  
 
Step iii: Towards the Conceptual Development of the MLDM 
Kotter (n.d.) postulate that leadership development pertains to the empowering of a 
leader in the process of continuing change. The greater the change, the greater the 
necessity for competent leadership. In the context of developing the conceptual MLDM 
it was thus a high priority to select relevant parent theories in order to serve the 
objectives of the study.  
 
Three models were used as parent theories. The specific reason for using these three 
models laid in the context in which they are currently applied in and on the merit that 
it offered new insights into the process of explaining and predicting knowledge about 
the phenomenon.  Only parts relevant in the mind of the researcher were used (Walker 
& Avant, 2005).   
 
Zenger and Folkman’s (2002) competency model is forthcoming from currently the 
biggest empirical study on leadership competencies. The straw model (Muratbekova-
Touron & Beyserre Des Horts, 2007) is a generic model used worldwide in the 
facilitation of leadership competencies. The leadership development model of Bersin 
operates with great success in the facilitation of leadership competencies in 
professional practice as analysed by Lamoureux (2009).  It is currently one of the most 
practical and applicable models at all levels of professional leadership. The above 
models were studied and the central concepts in the models were contextualised.  
Gaps were identified and addressed to present the final conceptual MLDM. Each of 
these theories will be discussed in more detail. 
 
Zenger and Folkman Leadership Development Model 
The Zenger and Folkman (2002) leadership development model is based on research 
done by Zenger and Folkman (2009) in the context of professional leadership, with 
more than 200 000 individuals participating. The process became known as the ‘360 
degree feedback’ because of its comprehensive look at a leader’s behaviour (Zenger 
and Folkman, 2002:10).   
 
The conceptual model, of Zenger and Folkman that was developed as a result of their 
research findings, involves five elements that can be compared to the poles of a tent. 
Tent pole 1, “be more concerned with your character than your reputation, because 
your character is what you really are, while your reputation is merely what others think 
you are” (John Wooden, n.d.). It can be viewed as the centre to being an individual. 
Some authors would even argue that leadership is all about the character and integrity 
of a person. This opinion might be argued against, in that personal character can be 
seen as the core of leadership effectiveness is valid according to Zenger and Folkman 
(2017). 
 
In the context of a strength-based leadership development programme, character is 
seen as the essential element that needs to be nurtured and developed. Without the 
fullness of character development, the hollowness of a person is obvious (Zenger & 
Folkman, 2009a) contextualises character in the Greek word Ethos and describes it 
as personal credibility and the amount of trust installed or confidence others have in 
your integrity and competence. When leadership behaviour is seated in character, by 
living and leading at a higher level of consciousness, it displays a high level of spiritual 
intelligence (SQ) by means of Ethos (Minnaar, 2007). 
 
Tent pole 2, personal capability, portrays the intellectual, emotional and skill make-up 
of the leader. Some of these individual capabilities are technical knowledge, product 
knowledge, professional skills, problem-analysis and problem-solving skills, 
innovation, initiatives and the effective use of information technology (Zenger & 
Folkman, 2002). These individual capabilities are an open-ended list from which the 
leader needs a strong collection to fulfil the leadership task. This will empower the 
leader to negotiate a clear vision and sense of purpose for the organisation.  
 
The fact remains that each individual does not journey to leadership without 
experiencing challenges. It can be construed that the absence of challenges 
constitutes peace and happiness in the leader, but in fact it is rather the internal 
character potential and display of it that makes the difference (Minnaar, 2007). 
 
Tent pole 3, represents focussing on results. In the broader sense of the competency 
model it means accomplishing things. The element of great importance in this regard 
is producing balanced and sustained results. Zenger and Folkman (2009b) also 
conducted research on a thousand managers of a large corporation focussing on 
behaviour that separated the top 10% of the leaders from the rest. Some of the 
behaviours included bringing ideas into action; pushing to take the next step forward; 
bringing energy, enthusiasm and urgency to the work; and these individuals looking 
for ways to improve their jobs and overall functions. 
 
Tent pole 4, interpersonal skills, along with the centre pole of character, supports the 
bigger area of the canvas. Zenger and Folkman (1999) noted that results-based 
leadership is about getting results but keeping in mind that interpersonal skills are of 
the essence in attaining those results.  
 
The body of evidence in research suggests that leadership is expressed by means of 
the communication process and the impact that leaders carries in their contact with 
the people. This impact and influence are a direct expression of the character of the 
individuals. It often represents the window by means of which the people will 
understand the character of their leader (Zenger & Folkman, 2002). 
 
The fifth and last pole of the tent poles is leading organisational change. One of the 
highest, and at times the most torturous expressions of leadership, involves change. 
In the context of managers, things can be kept on a steady path, but leaders stand 
centre in the process of change. Organisations demand leaders if they are to pursue 
new routes or rise to a significant level of performance. All the previous areas 
presented by the four tent poles are of importance, but it is not until an individual leads 
a strategic change that the fifth and final pole is required (Zenger & Folkman, 2002). 
Strengths of the Zenger and Folkman Model 
Zenger and Folkman (2012) specify, on the grounds of research done into the internal 
dimensions, that direct impact on productivity and output is experienced in a work 
context. The Zenger and Folkman model is fitting to an organisation managing 
outcome and performance targets. The individual experiences development towards 
specific competencies, as researched in a variation of organisations and companies. 
 
Gap in knowledge 
Although the Zenger and Folkman model reflects results in an organisational context 
Zenger & Folkman (2009c), the focus is purely on the development beneficial to the 
organisation. Character as competency is limited, and again organisationally centred. 
The model implies a 360 degree evaluation, which is positive to a degree in terms of 
monitoring behaviour and creating a greater awareness, but it can lead to inauthentic 
answers. The model is very much outcome-based and can be applied as a prerequisite 
for salary increases and promotions.   
 
The competencies identified are not organisational-specific, but researched over a 
wide spectrum of organisations. Leadership development is thus competency-based 
in accordance with a set agenda. The landscapes that encompass the leadership of 
the tent poles in Zenger and Folkman’s model will only be functional with commitment 
to process and outcomes (2012). 
 
Drotter, (2011) gives a more extensive description of this commitment in the need for 
achievement; in seeking and displaying responsibility and working to one’s full 
potential to succeed. Commitment in the need for achieving involves displaying self-
confidence, taking the initiative in being a self-starter and getting tasks done with 
minimal supervision. 
 
In the Zenger and Folkman model, sixteen behavioural types are identified in the four 
main themes of character, personal capability, focus on results, interpersonal skills 
and leading organisational change (Zenger & Folkman, 2009b).  Although it reflects 
behaviour, no specific reference is made to existential and phenomenological realities 
in personal as well as organisational contexts (Smith, 2009:2).  
 
The Straw Competency Model 
 
The Straw Competency Model was applied to a study done by Muratbekova-Touron 
and Beyserre Des Horts (2007a) for the “Lemma” Group. The construction of a “straw 
man” entailed the identification of key leadership competencies based on the values 
shared by “Lemma” employees (Muratbekova-Touron & Beyserre Des Horts 2007a) 
 
The process was enriched by the analysis of the organisation’s internal documents, 
by means of which further information was added to the model. The next step was the 
identification of a set of seven competencies with their definitions and of explaining the 
meaning. Interviews with key leaders followed the identification process. This was 
done to validate the draft model. The objectives were to test, validate and improve the 
straw man (Muratbekova-Touron & Beyserre Des Horts 2007a; Liu 2011).  
 
The Straw model can be very useful, as long as people realise that what they see 
before them is indeed a straw man. Within the context of the Straw model two axe of 
importance, are i) Job complexity; and ii) Importance of the competencies. As the 
complexity of the job increases so does the application of higher-level competencies.  
 
When a project is initiated or looks into leadership competencies, the information is 
quite often incomplete and difficult to work with (Nikitina 2015). The premise behind 
building a straw man is creating a first draft for criticism and testing, and then using 
the feedback received to develop a rock solid outcome in the development of 
leadership (Hiller 2015). 
 
The foundation of the Straw model is, firstly, to define “leadership” in the context of the 
organisation. After the common language of leadership definition has been 
determined, the straw man is “built”, consisting of the key leadership competencies 
based on shared leadership values in the specific organisation. Each competency is 
followed by a general definition explaining its meaning. This stage is followed by 
interviews with the key leaders in the organisation in order to validate the drafting of 
the Straw model (Muratbekova Touron and Beseyre Des Horts, 2007b). 
 
The competencies and definitions are directly linked to the performance objectives 
and the business plan of the organisation. Therefore the competencies should reflect 
required behavioural characteristics. The role of the competencies is, as such, to 
predict a level of performance. Table 3 displays how competencies relate to unique 
skills and characteristics. It guides the level of work and differentiating competencies. 
Over the arch of performance, the competencies should be measurable, observable 
and have the potential to be further developed (Stolovitch, Keeps & Rodrigue, 1999).   
Three core areas are highlighted, that give context to leadership behaviour, namely 







Prototypes of Competency Standards 
 
Shaping Business Breakthrough Thinking 
Stakeholder Insight 
Leveraging Relationships  
Driving for Results Disciplined Execution 
Accountability for Excellence 
Organisational Collaboration 
Inspiring Others Visionary leadership 
Leveraging Differences 
Building People 
Impact and Influence 
 
 
These focus areas can be seen as the functional domains in the development of the 
model and is primarily used for leadership development. It can also be used as an 
orientation tool at the lower management level, as in the case of the Lemma group 
(Muratbekova-Touron & Beyserre Des Horts, 2007b) as well as in the McKinsey group 
(Mckinsey.com 2013). 
 
Strengths of the Straw Competency Model 
 
The Straw model is perceived as one of the most practical models in facilitating 
leadership competencies in an organisation. The practical aspects of using a straw 
man, as has done by Mouretbekova-Touron (Muratbekova-Touron & Beyserre Des 
Horts, 2007b), display the diversity of its application. The most complimented strength 
of the Straw Model is the fact that this it is adaptable to any organisational setting for 
leadership development (Rothwell & Lindholm, 1999).  Direct contact with the leaders 





Gap in knowledge 
 
The Straw model is strongly based on behavioural theory. Although behaviourism is 
validated by research, the contextual application in the model limits its use. In the 
dynamics of leadership development, behaviourism limits the possibilities and 
potentialities (Cherry 2016). In the paradigm of shaping business, driving results and 
inspiring others, the potential that each individual contributes by way of showing 
character in their way of life, applying it to the lives of others and generating a higher 
level of commitment, is lost. 
 
In the Straw competency model, it is of the essence that the competency standards 
reflect behavioural character (Muratbekova-Touron & Beyserre Des Horts, 2007b). 
The use of competencies in leadership development has been popular since the late 
1990s. Its effectiveness has furthermore been validated by research that expands over 
numerous years and the entire landscape of organisations (Rothwell & Lindholm, 
1999). 
 
The aim of the competencies displayed in the Straw competency model is to describe 
specified outcomes in behaviour that will lead to greater organisation effectiveness. 
The outcomes may be defined in different ways and manners such as descriptions, 
analogies, examples and explanations (McLagan, 1996) but the central aim remains 
to position competencies in functional domains that are contextual to the 
organisation’s preference.  
 
Bersin’s Leadership Maturity Development Model 
 
The Bersin Leadership Maturity Development Model (BLMDM) has the purpose in the 
identification of the leadership maturity within a company and the development thereof 
(Bersin 2011). In this regard, research (Lamoureux, 2009) determined that 
organisational maturity in leadership development comprises of four levels as depicted 
in Figure 1.    
 
The BLMDM gives an indication of leadership development within organisations. The 
development is initiated on Level 1 and progress up to Level 4 and envisages the 
maturation process in the leader through the development of on all four levels. Each 
of the levels addresses specific areas of developmental outcome. The specific level of 
development is aligned with specific leadership positions and levels of work.  
 
Each of the mentioned levels in the maturity development model is based on the six 
key components or best practices of leadership development, which includes to 
maintain strong executive engagement, define tailored leadership competencies, 
target all levels of leadership, align with business strategy, integrate with talent 
management and apply a comprehensive programme design (Lamoureux, 2006). 
 
Zenger and Folkman (2012) competency model carries a strong behavioural 
character. It, however, primarily showed the development in a specific organisational 
context. The BLMDM (2013) implies a process of growing from one point to the next. 
The growth in the Maturity model can be linked to the twin Piaget (McLeod, 2015) 
concepts of assimilation and accommodation.  
 
Assimilation is the taking in of information for which the learner has existing structures 
in place. Information can be recognised and placed in existing structures. 
Accommodation is where individuals undergo an internal change in the structure of 
fundamental beliefs, ideas and attitudes (Glover, Friedman & Jones, 2002). This 
implies a growth towards a stronger holistic perspective on the development in the 
leader.  
 
Table 4: The Bersin’s Leadership Maturity Development Model 
LEVEL 4: STRATEGIC LEADERSHIP DEVELOPMENT 
Championed by Executives, Talent management integration 
LEVEL 3: FOCUSED LEADERSHIP DEVELEPMENT 
Culture setting, Future Focused, developing Organisation 
LEVEL 2: STRUCTURED LEADERSHIP DEVELEPMENT 
LEVEL 1: INITIAL LEADERSHIP DEVELOPMENT 
Content Available, Introductory Process, benefit to Employees 
(Source: Adopted from: Lamoureux, 2009) 
 
 
An active research process furthermore established that the above-mentioned six key 
components are influential in featured areas in organisations. It is functional in driving 
improved and more effective business results. The quality of the leadership pipeline 
has been proven to be improved. The interpersonal capacities are lifted in the context 
of teamwork, mutual engagement and the retention of leaders. Overall, the 
organisation experiences higher employee retention (Lamoureux, 2009). 
 
The BLMDM is a tool through which companies can plan their leadership maturity 
development and the progress through the creation of leadership programmes and the 
implementation thereof. This process of assimilation and accommodation may have a 
lengthy time span to evolve from Level 1 to Level 4.  
 
Strengths of Bersin’s Maturity Leadership Development Model 
 
The BLMDM has a very strong process-driven inclination. As this is the case, there is 
a strong functioning against goals attained and information delivered. The strong 
engagement principles will be a strict guideline and will keep the participant on track 
in the developmental process.  
 
Gap in knowledge 
 
Although Piaget is still viewed as one of the pioneers in educational principles, the 
perception of structured accommodation and assimilation can be seen as mechanistic 
with a great deal of oversimplification. The immediate challenge faced will be to 
incorporate new context in this mindset. Bersin shows a very specific process of 
development but lack core themes in context, as those crystallised in the previous 
models. The BLMDM process of growth, linked to the principles of assimilation and 
accommodation needs the connection to mental structures, with the aim of a deeper 
sense of leadership meaning and experience. By way of maturing, the leadership 
context will then experience change. Development and growth will now be possible in 
the created context. 
 
With an elevated awareness and insight into the phenomenon of leadership 
development from the three parent theories selected, which, as a whole (or in 
portions), offered a way in which the authors could explain and predict the 
phenomenon of leadership development (Walker & Avant, 2005). Theory derivation 
procedures were useful to relate the concepts structurally in order to present a 
conceptual relationship amongst them. Finally, the researchers selected, modified and 
redefined the relevant concepts and structures from the parent theories to become 
meaningful in the context of the theorist’s area of leadership development.  
  
Specific gaps in knowledge arose and the researchers experienced that definite 
aspects conducive to the development of leadership were not fully realised in the 
selected parent theories. Zenger and Folkman’s (2009a) discussion of the leadership 
tent poles provided a firm foundation from which further research took place. It 
provided the context of competencies and the importance in the process of leadership 
development.  
 
The core themes - character, personal capability, focus on results, leading 
organisational change and interpersonal skills (Zenger & Folkman, 2009b) provided a 
basis from which the competency structure was researched. Character formed the 
centre point through which the principle-centred, character-based personal leadership 
can have effect from inside out. It implies character development by means of aligning 
self-management and higher self-awareness (Lennick & Kiel, 2005). In this context, 
stakeholder confidence will be enhanced by means of character living and leading by 
example (Nair, 1994).  
 
In the discussion of the Straw model it became apparent that leadership encompasses 
engagement with people. This engagement occurs by means of authentic behaviour 
and integrity (Cashman, 1998). It is Gardner (2003) that supports the importance of 
being authentic and leading with integrity that establishes a breeding ground for 
greater caring forthcoming from character.  
 
This would imply an element of building people up by caring and respecting a cultural 
diversity in team community and team spirit. Influence is now attained through the 
display of character and caring forthcoming (Spears, 1998). In positive relationships 
where caring is prevalent, organisational success can be attained and resilience and 
happiness will be forthcoming in the workplace (Holden 2005). 
 
Zenger and Folkman (2009b) make specific mention of the importance of interpersonal 
skills. It is, however, by means of the principles displayed in the BLMDM that 
interpersonal skills develop through the caring displayed in leadership. In context of 
the BLMDM it is where not only individual leaders are developed, but also to a great 
extent where the culture of the organisation is further enhanced (Santana, Daneva, 
Maya & Van Eck, 2007). 
 
In the application of the Straw model, Liu (2011) confirms that the priority is to establish 
levels of competence in the organisational context. Levels 3 and 4 of the Straw Model 
and the BLMDM confirm this. At this stage, not only is the culture of the organisation 
addressed, but leadership also faces a greater challenge to live and lead by way of a 
higher level of competence. Clemmer (2014) further states that a structured framework 
is now provide in the defining and developing of the leader. 
Kim and Kim (2013) confirms that this expected competence is not always defined and 
developed in the organisational context. Zenger and Folkman (2009b) further states 
in the core themes of focusing on results, thus leading organisational change, in that 
higher levels of competence are needed to attain more sustainable results and change 
within. Character, caring and competence form the undertone in all three models of 
leadership development.  
 
However, fact remains that commitment links inner purpose to outer action and when 
commitment is aligned with purpose it will lead to greater things (Cashman, 2000). It 
is of great importance to realise that if there is a lack of sufficient commitment to the 
vision of leadership, development will not take place and organisational change will be 
left behind (Lapointe & Vandenberghe, n.d).  Leadership development that will bring 
about sustainable change needs leadership to commit to the presence and influence 
of the change paradigms and the expressed need for further growth (Van Tonder, 
2009). 
 
As the research developed, it was important to track the process of derivation’s 
progress. Character defines the identity and purpose of a leader based not only on 
external circumstances, but also on the traits that define the individual. Strum, Vera 
and Crossan (2016) enriches character by referring to a moral character which is 
concerned with the quality of judgment and decision making, and therefore is not only 
limited to the domain of ethical decision making.  
 
 By displaying character, the individual will be empowered to see and hear what needs 
to be heard and not that which is prescribed; it involves thinking what they think and 
not what they are supposed to think, feel what they should feel in the leadership 
context and not what is portrayed to be felt. It is important to realise that character will 
initiate transformational leadership, through which new reality will be created and a 
transcendental leadership perspective will be lived (Cashman, 1998). 
 
Caring provides a wider, richer and meaning-giving work context. It is in this context 
that transcendental leadership is more prevalent by way of experiencing, living and 
leading in a richer meaning-giving environment (Zohar & Marshal, 2000). Due to this 
caring and meaningful relationships, leaders display leadership in personal clarity and 
vitality that empower them to lead with greater purpose and direction. The Society of 
Human Resource Management (2012) supports that the ability to caringly manage 
interactions and to support, builds engaging relationships with all organisational 
stakeholders through trust, teamwork, and direct communication. This involves 
realising that caring and relationship are the basic building blocks in a successful 
organisational context. From this, the need arises to embrace uniqueness and to 
discern the co-existence of a collective caring intelligence in the pattern of unbroken 
wholeness (Holden, 2005).  
 
In the context of leadership development, competence is viewed as developing 
knowledge skills and behaviour in order to enhance the performance of the 
organisation (Van Tonder, 2009). In the context of leadership development, the task 
at hand will be to identify and define the competencies of leaders and to develop to 
the level of potential realisation and organisational performance enhancement at the 
requisite level of work (Zenger & Folkman, 2009a).  
 
The operational success of the MLDM lies in the developmental process of the 
individual in analysing and comprehending the current leadership process and the 
commitment towards it. The individual’s commitment lies in fully understanding the 
developmental process with further analysis to identify strategic perspectives for 
attaining success. It is particularly important to comprehend the relationships and 
priorities that will emerge during the leadership development (Goran-Olve, Roy & 
Wetter 1999). By applying the method of derivation to the three parent theories, it was 
established that professional leadership development entails the concepts of 
character, caring, competence and commitment. These concepts need to be validated 
and conceptualised in the creation of the MLDM. 
 
Based on the above described derivation of four essential attributes of professional 
leadership, professional leadership is therefore defined by the authors as: 
The display of character in Leadership behaviour with the intent to lead in a caring 
capacity, living leadership competence to generate greater commitment as one unity 
(Collines & Hansen, 2011). 
 
Conceptually, the parent models represent views and culture in the context of 
leadership development. Additionally, the models posit that a relationship exists 
between the concepts of character, caring, competence and commitment. Adaptation 
that stemmed from these parent theories proposed an expansion of existing theory 
and the realisation of a professional leadership development model (Hoggart, 1990).   
 
If a company culture is defined as a way of life among a group of people with shared 
values, behaviours and meanings that stem from learned and accumulated 
experiences, it can be viewed as the culture in which the development of leaders will 
take place (Strum et al. 2016 
 
Theoretical Assumptions of the MLDM 
 
In the context of the MLDM the competencies in Table 2 were grouped and domains 
were established and labelled as per Table 4 below. These domains formed the basis 
of the theoretical assumptions that addressed the current leadership reality in the 





Competency Domain 1 Personal mastery and well-being 
Competency Domain 2 Fulfilling my functional Role effectively 
Competency Domain 3 Achieving with People 
Competency Domain 4 Actualising a sustainable, desirable future 
Competency Domain 5 Navigating the organisational landscape successfully 
 
These competencies formed the basis of the MLDM which in turn served as a basis 
for the facilitation of professional leadership development in the mining company. 
Based on the assumption that they need their leaders to function at a specific 
leadership level (level of work) and that the leaders will unveil the professional 
leadership characteristics required that will enhance the overall level of leadership in 
the company.  
The MLDM 
The MLDM itself is based on four dimensions of professional leadership competence 
and commitment as depicted in Figure 1. The MLDM should not only be implemented 
and used in the development of individuals’ leadership character, but more specifically 
in the development of a culture in which caring is paramount and becomes the 
breeding ground for specific competencies to develop. This process creates the 
possibility of greater commitment with increased results that are measurable.   
As the concepts are mastered, the skills of the leader will be further developed. These 
concepts are mastered through a process of development. As the process grows, so 
does the person grows as leader and reaches a higher level of commitment. Drucker 
(2007) uses the analogy of a conductor and an orchestra to demonstrate commitment. 
The music is the common factor to which both parties give themselves. The synergy 
that is forthcoming from this relationship is harmonious music. That relationship can 
be described as a commitment.  
Therefore, unless there is total commitment in the leadership landscape, it will remain 
promises and hopes without any specific plans and results (Wallace, De Chernotony 
& Buil 2011). In the current leadership paradigm, there is a tendency towards moving 
and developing competency without considering the importance of character, caring 
or commitment. 
 
Figure 2: The Meta-Leadership Development Model 
 
The potential leader is now empowered by way of a leadership development process 
that not only focuses on the results attained in the context of production, but also on 
the display of character through: 
 live and adding value with a set of values 
 competency-based principle 
 living transparently 
 moral integrity 
 authenticity. 
 
Living leadership in the context of a caring leadership style will now be lived by:  
 organisation in mind 
 not losing sight of organisational vision 
 receptive for feedback 
 help people to achieve their goal 
 peoples interests at heart. 
 
This process of deeper engagement and a higher level of leadership competence now 
empowers the individual and are recognised by: 
 abilities 





Since greater character is lived in a caring manner, in addition to professional 
competence, there will be a higher level of commitment at a personal, professional 
and interpersonal leadership level. The commitment can be identified by the following: 
 lead by example 
 trust 
 reflected in behaviour 
 responsible for own destiny 
 enthusiasm and devotion. 
The structure of the MLDM as depicted in Figure 1 is underpinned by a funnel that is 
coloured in grey and purple. The colour grey is one of uncertainty and vagueness. It 
represents the uncertainty that conquers the minds of individuals when they think 
about leadership and the processes linked to it. Like black, the colour grey is used for 
mourning as well as to portray formality. In addition to formality, blue and grey suits 
are part of the uniform of the corporate world and the world of perceived leadership. 
Grey carries with it some of the strength and mystery of black. It is a sophisticated 
colour without much of the negative attributes of black (Bear 2017).  
 
The colour purple relates to the imagination and spirituality. In the context of the MLDM 
it refers to the imagination of the leader and the higher-level ideals. It is the colour that 
points to introspectiveness in leaders; it allows individuals to get in touch with the 
deeper level of thoughts and inspiration relevant to leadership (Unknown 2017).  The 
journey of development, as represented by the colour purple, then suggests one of 
meaning and purpose with outcomes aligned to the four concepts, namely character, 
caring, competence and commitment.  
 
In the shadings of grey and purple, the fact of uncertainty and enlightenment is 
portrayed, and it represents the fact that leadership is not an exact science but rather 
linked to the relativity of being human (Maclure, n.d.). In the context of the current 
study, the leadership development process will not imply a religious experience, but 
rather one of deeper meaning and purpose, creating a paradigm of empowering the 
individual for the daunting but challenging task of leadership .  
 
Considering the explanation given in the context of the MLDM the meaning of colours, 
purple represents the future. Although leadership is an activity that manifests in the 
here and now, a larger aspect thereof is also connected to the future. Imagination and 
vision affects our contextualisation of the future, while spiritually influences the calming 
of the mind and emotions. It inspires and enhances the ability to predict as well as 
spiritual enlightenment, while, at the same time, keeping the individual grounded (Elliot 
2015).  
 
Leadership and the process connected to it may be one of perceived vagueness, as 
represented by the colour grey. It, however, remains that if the leadership process is 
plotted from inside out, the guiding and enlightening by means of the process of 
character, caring, competence and commitment will work towards the continuous 
experience represented by the yellow arrow.  
 
The importance is not only typified with the colour but also the shape. The funnel 
represents the catchment area that is big and sustaining the four central concepts. 
Although the catchment area might be large, it can only contain very specific content 
(Ciotti 2014). This content is filtered down in order of model priority. This priority is 
further extended to the process of professional leadership development. The greatest 
challenge in the funnel process would be the full dedication of the participant to engage 
in the process without the option of not completing the leadership development 
process.  
 
The leadership process is further illustrated by the three dimensional arrows showing 
the downward spiral. The spiral suggests the process of refining not only content, but 
also knowledge attained. The spiral is coloured with shadings of purple and grey. The 
significance of these colours is that it represents passion, romance, sensitivity and 
spirituality (Ciotti, 2016). The fact is that if the leadership development process is not 
followed in this context, the outcomes and results will not be attained.  
 
Vertical arrows downward also in grey, suggest the zenith where the content and 
wisdom of the core concepts, character, caring, competence and commitment, 
converge in developed professional leaders. The arrows suggest that the leader is 
ambitiously focussed on the setting and positive attaining of the goals (Bass 1985).   
 
This empowerment is one of the greatest challenges facing the modern leader in order 
to experience sustained development in the leadership context (Fry & Solocum, 2008). 
The process is further explained by four circles representing the four central concepts 
in the model, each with their own colour assigned to it namely Character, Caring, 
Competence and Commitment. The challenge in the MLDM is to empower leaders to 
create an environment in which questions are addressed and the answers are 
successfully displayed. The fully integrated model shows the developed core concepts 
of character, caring, competence and commitment, with the developed themes 
accompanying it. 
 
DISCUSSION AND CONCLUSION 
The researchers derived, modified and redefined the relevant concepts and structures 
from three parent theories to become meaningful in the context of the researcher’s 
area of interest, namely leadership development. Focus was specific on the central 
concepts and showing the relationships between the concepts.  These statements 
described, explained and predicted the nature of interactions between the concepts of 
the MLDM. Four new concepts were introduced namely character, caring, competence 
and commitment to the model and, although a model is designed to propose and 
create empiric relationships, it also contains concepts and relationships that integrate 
ethical aesthetic and personal knowing (Chinn and Kramer, 1995).  
The concepts of character, caring, competence and commitment were discussed in 
the context of the model structure and a full layout done to describe the logical flow 
within the MLDM. The direct links between the concepts was shown and the relevance, 
one to the other, was given as the immediate outcome. The MLDM focussed on the 
development of a model and its operationalisation, in order to facilitate a process of 
development in a specific context.   
The descriptive components of the model, as suggested by Chinn and Kramer (1995) 
were used in this research project. Six questions relating to each component were 
used in forming a complete description of the model. Answers to these questions 
guided the researcher in being clearer about the requirements for each descriptive 
component of the model.  
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